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ness and decision. It is impossible that this should be so if the War Council is itself compelled to listen to conflicting advice, and to decide between the merits of rival experts. It is equally impossible that this should be so if the War Council has to submit its plan for the conduct of the war to the approval of the whole Cabinet. The War Council is now conducting military operations in a number of separate theatres of war, and has control of large reserves which may be thrown into one theatre or another. France has no reserves left, therefore the decision as to the future conduct of the war by the Western Allies rests in great measure with the War Council. It is vital then that it should possess the machinery both to come to timely decisions and to have its decisions executed.
My proposals seem to necessitate some modifications of the Orders in Council which lay down the constitution of the Army Council and the duties of the Chief of the Imperial General Staff. If that is so those Orders should be amended for the period of the war. They were never intended, I suppose, to meet a situation such as now exists, and they certainly do not meet it.
I hope you will not think that I have any desire to make a bargain for myself, but I feel strongly that I cannot serve the War Council and my King and country as Chief of the Imperial General Staff unless the above conditions are fulfilled. It is my conviction that the system by which the war has been conducted hitherto has been such as to make victory very difficult indeed, if not impossible. Having no faith in it I could not do justice to it, and therefore if my proposals cannot be accepted you would be better advised to select an officer who sees in the existing system a possible means of bringing this war to a successful conclusion.
I hope, however, that the proposals may not be considered unacceptable, and that they will be adopted whoever may fill the post of Chief of the Imperial Staff. If the appointment were offered to me, I should have to make a few alterations in the General Staff organisation at the War Office, and would wish to replace two or three officers by officers from this country.
I need not trouble you with these alterations except to say that:
The Directorate of Home Defence and part of the Training Directorate would be handed over to the staff of the General Officer Commanding-in-Chief, Home Forces, as his staff. The remaining part of the Training Directorate would be placed in the Staff Duties Directorate.
One of these two Directors could be abolished.
The D.M.O. Branch would be divided into the two Directorates of " Operations " and " Intelligence,"